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ABSTRACT '
47A1though the technology bf needs assessment has made
prograss in recent years, much still remains to be learned about how
to determine the kinds of training methods and. programs that should

éxist. Of the technology currently available; most is more suited to
applicztion with learner. groups- that _are_-"closed" and_"captive!” . ___

rather than to learaer groups that _are "fuzzy" and "free." More work
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needs to be done on _developing a technology for_ determlnlng what

people_do_and what they value doing. One ¢onceptualization of need

that _has proved useful in several contexts, 1nc1ud1ng a business

training needs assessment, is a model that conceives of need as

- — vy - — = - —g— — - —— — ——— —,—

consisting of the follow1ng three componeﬁts- the- competence or
ability of an individual to perform a task or skill, the relevance of
the task or skill for the individual's particular job role; and the

individual's desire to undertake tra1n1ng'or ‘education in the task or
skill. The most immediate benefit of applying_the concept of need:

components is in being able to determine: empxrtcaliy what activities

peoplc-dof and how- they value those activities, with greater

convenience and with less negative 1nf1uence from the characteristics
of the target group. (MN)
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'lbward A ﬂultl-canponent Model of Educatxonal and Tra1n1ng Needs 1

:ﬁe Iiterature of needs 1dent1t‘ication and assessment is awash w1th adjec-

t1ves.r bas1c needs, felt needs, expressed needs, normatwe needs, ccmparatlve

needs, essentlal dlscrepa:cy needs, wants or des1red dlscrepancy needs, and

expectancy dxscrepancy needls (Roth, 1977) are just some of the terms that are
encountered.

A
N 'I‘hxs mult1pl1c ty of terms, each w1th a defmltlon that var1es only B
sllghtly from the other, ‘seems to have evolved in an effort to c1a551fy d1ffer-

ent shades of need acoordmg to var1ous cr1ter1a.i Besp1te the prohferatlon of
1abei:s, however, same canmnallty exists: the def1n1tion that a need" is the

d1fference {or gap) between "what should be" and "what is" (Leagans, 1964) 7
seems to be commg 1nto fa1r1y w1dé acceptance (Kaufman, i972, 1977; Kaufman &

Enghsh, ];979 Kauf"ran, Stakenas, Wager & Mayer 1981; Roth, ca. 1977 Scriven

& Roth, 1977 Swexgert, 1973: wltkm, Note 2, Note 3). The varlety of terms
exists largely in response to different ways of defmmg "what shou];d be" or

"what 1s" .

Ccnceptuahzahons abound however, the hterature offers oni:y modest help

to one who would operatmnallze needs assessment. 7 'Ihe technology of determm—
1ng "what is" 1s relatlveiy well understood, havmg its foundation 1n testmg

and measurenent theory, survey technzques, stat1sti;cs, etl'n'bgraphic technlques,
and so on. 'nus 1s not to say that the determ1nat1on of "what is" is aiways
well done (or even that It could be, given particular circumstances) 3 but at

least a nmnber of unportant problems have been studled andqnethods for their
so];utlon proposed. The techrology of detenﬁininé "what shou]d be" is much less
well deveioped

A would—be needs assessor is frustrated by the relatlve 1ack of avaﬂ:abﬂ;-

1ty 1n the Hterature of techmques for determmlng "what shfo’uld be" 'Ib b’é

sure, same helo ex1sts- there are k1ts available (W1tk1n, Note 2- 1977) which
prescrﬂw ﬂEtl'de that help sort out "vﬂ'xat shouid be" for certam classes of\

educational f ﬂStltl.l"lG’iS (mainly elenentary and secondary schooi:s) 7 but as

Raufman pomts out, the "pat" formulas they usually prescrlbe can have d1st1nct \
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disadvantages (Raufman & English; 1979, p, 199).

Should the oetermmatmn of "what should be" b’é left to p‘rulosop‘ners, as
Dearden (1966) seems to suggest? The pract1ca11ty of such an approach at a

workaday level mtght be open to questxon, as philoscphxc debate ‘terds to take
place oh a txme scale far too extended to be funct10na1 for needs assessment

purposas. At the same time, jud1c1ous amllcatlon of principles der1ved

through ph1losophy would seem desirable, where feasible:

Kaufman (Kaufman & Enghsh, 1979) offers same adv1ce on how to go about

answermg the questton. His rnsisteﬂce on focussvng on resulrs or ends, rather

than on means, has done much to expe:hte the process of determtntng "wnat
should be"* 'Ihe prmary prwedure he suggests -_— enploymg partner grov.#)s

representmg the ];earners, the nnp];enenters, and ‘the soc:ety/oomnumty
appears viable g1ven certa1n cond1t1ons, yet 1t does not apply universai:
is sometxmes diff1cu1t to i.mplenent in those s1tuat1ons 1nvolv1ng 1earner

outsxde the tradttionai K—i;2 school systen, or indeed outsrde any formal 'g
educat1cnal 1nst1tut1on. Furthermore, a constant concern w1th such partnei

groups would be whether or not truly representatlvn data are be1ng gathered.

to be funct:;mail:, the partner groups must be kept relat1ve1y small, thereby
1ncreas1nq the probab111ty of biased informatton.

-

Gagné (Note 4) enumerates four gerueral methods of determmmg "what sl'buld

representatwe groups, and the empirlcal-analytlc method but descr1bes them

task-analytlc apprcach whlch

". . .attempts first to determlne what people do and ﬁhat they value
domg what activities make up their_ occupational lives; their _civie
lives, and their leisure~time lives. Fram such an empirical base,

analys1s is made to reveal the kinds of learnable skills and other .

dispositions .employed in these activities. These are then organized

into logically coherent bodies of instruction which became the elem-

ents of a currrculu'n (Gagné, Note 4, p. 9)."

Gagné s com:eptualization of "what sl'iould be" rests on two questtons bemg

asked of rndrvrduais — what do you do, and what do you value domg? — and 1t

is the dual nature of the questi;on that (rn part) dist1ngu1shes the enplncal-

aralch method fram the collectmn of preferences of representative groups

Q | 4




Tard A Mlti-comenent Hofel of Bcational and Training Needs 3

The neo>ssity of the two question approach should be obm;ous. 1t would be a

mistake to assume that people only do what they value domg, or that they value
everythtng they do.

Attanpting to ask these two questions on a large enough scale to ensure

representativeness, and to still be able to sunmarize the host of answers in a

meaningful way presents grave logistical problems 'n-u.s paper 1llustrates an

approach to operationalizmg Gagné's double question, ustng as an emmple an
assessment of training needs in the business sector. The "fuzzmess" of the 7

target group 1nvolved, and the logistical problans referred to earlier make the
operationalization 1m{3=rfect still, the approach appears to hold potentia]; for
further aevelognent ard research :

i::::;;:i ;; ii, = ,,;ﬁé:t ériii:izf

Adapting .he language of che mathematlcs of sets, "closed" target groups
are defined as those groups of potential learners whose characteristics and
roles are easny and prectsely specified in such a way that group manbership

can be quite easﬂy determmed, and the members readtly Isolated "Fuzzy

target groups are cunposed of members whose conmonality is operatxonally more

difficult to descrtbe wrth any degree of premsion, and whose rlémbership is
difficult to smgle out, at least in the practical sense of being able to
xaentxfy thelr locations.

The operators of Wang word prooessmg equtpnent in t:he head offioe of ,
Federa:l: Trust form a very "closed" target group 'I'ne professors of phys:cs 1n

Noxth knerica, the school teachers of greater Montreal,, and the boys 1n grades

1-6in Brorwnr County, Indiana, form sanewhat "fuzzier"* but sti];l quite

"closed groups — their memberships are quite well-defined or more—or-less

easily determined (both w1th respect to identity and to location) through
reference to organizational or 1nstitutiata:'t Eéé%ééé The brown-eyed boys in
sixth grade in Brown Cwnty form a still more "fuzzy group, since school
reoords wou;ld not 1ikely mc];ude 1nformation on eye color, and melibership in

the target group would have o be determ;ned by using an additional step, such
as mdiv:.dual teacher 1nput. The e1ghteen—to-twenty—two—year—olds in Newfound-

S
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iand, the unmarried mothers of Kansas, and the business—people of Saskatchewan

form very "fuzzy target groups On the other hand the business-geople of
Myrnam, Alberta (populaticn approx:mately 450) 1s reasonably closed a trip

"Fuzzmess and "closedness" then, may make referenoe to the number of

the degree of geographical dispersion of the group menbers, the salient role
being played by the members (which adnuttedly could be called a "distmguishing
characteristic") , Or same canbmation of these things.

i:j:::,:i’,ﬂji wj; iﬁei - o rs

Adult educators have often pomt-ed out the differences bet:ween "aduit" and

"non~-adult” learners, and have sometimes even mcluded univerS1ty students in

the latter category. 'ihe differenoes have sometimes been over-stated, and the
relevance of the age cr1ter10n is not always clear, but it is difficuit to deny
that dxfferences do exist between those students (of any age) who ‘are enrolled ‘

1n a formal educationat‘t program and those who are smply "dropping in" for an

. educational experience The salient criterion seens to be that of ‘reedcm to
{)artaiié of or disregard same or all of the educational experience, 1t 1s not

reaiiy a motivation question, although there is undoubtedly same link betw&n

‘ "freedcm and motivation, since the more motivated student wﬂ:i partake of more
educational experiences in "free" ~ontexts than the unmotivated one.

'l‘hus a first grade class is quite "captive", no matter how ]:oosely defined
or pupil-need centered the curriculum 1s. school attendance Iaws generaliy

appiy tc schooi—age chﬁ;dren. Indeed, even pre-schools are relatively "cap-

t1ve" (albeit less so than elementary schooi, because no legal sanctions
apply) ’ since the learner typically has little say 1n whether or not he or she

wiii; continue to attend, that being largely a parental de01sion. Secondary

school techmcal college, and university students also form highly "captive"\ .
groups But people attending a university extension course in Canadian litera-

ture, or a technical school night class in welding, or a church semmar on

morality, form groups of reiative]:y "free" learners, since they will attend or
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rbt atterfd particular meetings at their discretion.f Pharmacists requlred to
take a certain number of hours of continuing eduration annuai];y in order to
maintain their certification, on the other hand, are captive" We1ther
sub;ecx. matter nor host 1nstitution greatly mfluence "freedom"{ an 1ndiv1dual
attending a university course (e‘ther credit or non-credit) on digitai eiect— 7
ronics as an extension of his hobby, electronics, 1s "free"' another 1nd1V1dual
in the same class, wh<se employer "suggested" she take the class ard even paid

the tuition fee, is more-or—iess "captive". ﬁge seems to have somethmg to do
w1th "freedom and "captivity because children are usually 1nfluenced by B
their parents to partake of or igrbre certain learmng act1v1t1es. But, as in
tl”e case of the empioyee in the digitai eiectronics ciass, it is obvrousiy not
the sole determinant 'Ihe spec1f1C1ty of the role also influences "captivity"-
word prwessor trairfees and third grade students have more spemfic Job" roles
than do business—peopie or unmarried mothers. Hniversity students have job"
roles that fall somewhere between those two poles 1n spe01ficity. 'mition fees
are sune}'m related to "capt1v1ty at least functionally- oollectmg fees
generaiiv increases captivn:y"- higher turtion usually creates higher
"captiVity . Certification (as in the case of the p‘harmamst) is also related
to "captivity : availability of alternative sources of certification ‘decreases

the _degree of "captiVity" (as in the case vihere severai oomnercrai firms offer
secretarial training) It Seems; then, that the determinant of

"capt1v1ty/freedan has to do with the costs — social, legal, f1nanc1al, etc.

-- of not partaking of an educational experience.

B k’tthoogh "fuzzmess" and ciosedness" are characteristics assocxated thh
the group of Etential learners (tl*e target group) ’ "freedom and "captivity
are characteristics associated with the actual learners as they relate with the
learning envxrorment Biscussion here wﬂ:l be iimited to how these c'harac-
teristies influence the needs assessment process, although they also influence
design decisions (e.g., see Scirrier, Note 5).

The degree of "free&:lr/captivity" has a Eearmg on the startmg pomt of

the determination of "what should be". Basic societal goais change little over

7
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time, as Gagné (Note 4) demonstrates, and the function of such "captive"
learner “educational institutions as the elementary and secondary school systems

may perforce etart thh them, In the realms of higher education, and espe-
cially in career or ]ob-related education, changes in technology cone more
quickly, and with them come changes in "what should be" Q.lestions of 7

relevance arxse, but since becoming, say, a phys:cmn depends upbn the sanction
of medical practitioners, a relatively captive learnmg sxtuatxon ensues:
usually there are normative guidelines forthcommg fran practicing

proressxonals to he]:p estabhsh the "what shouid be" For more "free"

: s1tuations, the picture 1s 1ess clear. How does one begm to lxst the range of
possibllities from which to choose when the lear 'ung s1tuations W111 1nvolve

voluntary attendance, wn:h tuition fees being charged? Popularity of subgect

matter has sanetnnes been the determinant (see Gagné's third category described
earlier) ' but sccially responsible educaticnal mstitutions must go beyond that

in an age of accountabxlity The relevance questions once again rears its
head, this time with overtones of social responmbxhty;

Beybrﬂ the eﬁvrroﬁs of t::he classical educational 1nst1tuticn, the question

of "fuzziness/closedness" of the target group begms to xﬁEEudé. Who shoald be
inv1ted as mbers of the partner group (Kaufman & E:nglish 1979) of Iearners

or of the ccmm;ttee tryirig to reach oconsensus on "what should be" (Gagné, Note

4) when the target populatxon is so loosely defined as to mc];ude all the

supervisory and managerial people in a city of 150 000? How does one go about

even generating a list of people who would be eligible for membership on such a
camuttee? Who should be xnvited as menbers Sf the partner group of 1mplewent—
ers when the list of possible implenenters 1nc1udes a wide range of provincial
and c1vic _agencies, private schools, technical schools, community colleges, and

un1versxt1es?

Fxgure 1 1llustrates several scenarics or contexts 1n which the ratios of
"fuzzmess/closedness" "freeda'r/captIVIty" vary. Each context creates .
different demands for the way in which a needs assessment can be conducted.

-eer e em e e ME E E vm vE we vm vm e we e
,,,,,,,,,,,,
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'ihe needs assessment in the closed "captive" Context $1 could be guite .

straightforward, and operatronally very much in line w1th the experience of
most 1nstructional developers. a "trght" task analysis of the use of the ’’’’

wcrd prooessing system would probably suffioe. The task analysrs, in turn,
would lead mmedrately to the design of 1nstruct16nal materials or procedures,

since it would be relatively safe to assume r no prior knowledge on the part of

the secretarres, since the system was new. Even if that assumptron oould not

be made, a quiék survey of employees would indicate the level at which instruc-
tion should begin,

.« .

At the other extreme, the "fuzzy ' "free Context #4 def1es the task
analytic approach- a "tight" analysis would produce a very lengthy document,
only a small fraction of wh1ch would apply to any given individual in the
target group (making rt unusuable as the basis for the needs assessment sur-

vey); To oomplicate matters, the target group is so diffuse as to make any

attempts to collect needs assessment data suspect on the grounds of representa—
tiveness,

ebvmus]:y, trying to apply existing oomeptualizations of and approaches to
needs assessment is fraught with problens in same of these real—life oontexts
The degree of "fuzziness/closedness" of the target group and the dégree of

"freedan/captiwty of the learning envrronment will necessarily affect the

defin'tion of the mrd need" N'ost of the needs assessment procedures m use

or bemg advocated today deal w1th situattons where "closedness" and "captiv-

1ty prevarl- there is a challeri;e here to extend the technology to situations

where other combinations of those two dimensmns apply. -

An Ecologxwl Epptead: to the Definition of Educational Need: Need w’"*ﬁ"

As noted above, the context w1ll 1ntluence the manner in whrch the needs
a.,sessment 1s conducted, a notion g1ven rredence by Kaufman (Kaufman & Enghsh,
1979) ' WO escl'Ews formulistic approac‘:es to needs assessment, claimin’g' that 7

they must be tailor-maie for the situation. The ooncept of need, as Scriven &
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Roth (ca. 1977) point out, is 1tself context-dépendent- what IS a need given
one context may not be a need given a different context.r I would like to
examine the dependenr'y relationship of the concept of need on a different

plane, and suggest that the very defimtion of the term "educational need" is
context dependént. I wﬂ;l argue that an 1nstruct16nal developer in a (closed,

captive) mdustrial tra1n1ng context may well legitmately perceive the concept
of need in a very d1fferent way than a second instructiona:l developer ina
(fuzz?, free) university extension context. 'Ihose perceptions‘ﬁ, in turn, might 4
differ con51derably fran that held by a third'instructional developer workmg

, 'Ib smplify discussion of those differmg (but Stlll legitmiate) def1n1-
tions of need, Misanchuk & scissons (Note 5) 1ntroduced the notion of need
men_ts, of Which they suggested three: the ctii;:etéice or abihty of an

imdividual to perform a task or skill- the relevance of the task or skill for

the 1nd1v1dua1's particular job role' and the individual's desire to undertake

education or tra1n1ng in the task or skill.3 - \\\

7 Referrmg back to our three hypothetical meructional developers, their
def1n1t10ns of "need", usmg the termmology of Mlsanchuk & Sc1550ns (Note 6) ;
might legitiniately be those shown in Figure 2. For an instructional deve10per

in an industrial tra1n1rr; setting, need may cm515t only of the catments »,

relevance and competence, the desire of the 1ndividual to undertake training
by and large) is dealt w1th bv manipulation of sanctions by the employer. oh
the other hand, an mstructmnal developer in a university extension context ;

must be concerner’ with prospective clients' de51re to partake of the
educational experience Because clients are free to attend (subJect to their

payment of fa fee, usually) or not attend a given educational event, usmg a

definition of need compnsing only relevance and calpetence cou]:d lead to

largely empty learnmg envxronments. Followmg a simlar logic, the cam\ercxal

secretarial school also requires that its prospective students have a high

desire to undertake trammg -— else it would not attract fee-paymg students

—= buL 1L cates ilttle what their canpntence level is (at least vuthm lxmits):
those who alreadv type at 60wgn are typically welcamd as eagerly (perhaps 7
moresc) asthosewmhtmtandpeck 'Ibcar*ytheexampleonestagebeyondthe X
involvement of mstfuctional developers, consider fee—charging "schools® that
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teach sub3ects like astrology and palm—readmg. ) Clearly, oon51deration to

estabhshing such an institution is based on a definition of need that includes
desire, but probably excludes relevance and competence.

- e e T T Gm WS G e e e vm aw mm am -

o It seems iikeiy that different categories of educational agencies (e.g.,
. umversities, oarmumty colleges, pttbhc schoois, government departments,
commercial schcools, "in-house" training agencies) 7 while accepting and using
definitions of educationai need that differ from one category to the next,

might also show differences among institutions w:tthin a category. There is

same 1nforma1 ev1denoe that different agenc1es do iné‘eed subscribe to different

definitions. when Misanchuk & Scissons (Note 6) held a selninar to dissemmate

thefindings of their st each of their definitions (comprising variimg
combinations of the need oomponents) was idéntified as the accepted functionai

definition of educational need by representatives of at least one educational
agency.

also legitimately vary. Need can be conceptnaiized as one of or a oanbination
of up to three need components.

mvantﬁsofSpecifyimDeﬁnitioisofNeedin'nemsofcmpamts

Smplified Bata Coliection
Probably the greatest benefit of appiying the needs oompon =nts approach to

needs assessment is that it is possible to smultaneously and oonvenientiy

collect enpirical data regarding both "what should be" and ”what is" (Gagné,

) Note 4) ’ using a questionnaire in the manner descriBed below. This rep
a- telescoping of the typical two—stage process that 1nvolves usmg comnittees
to determine mwhat shouid be"* then same other method of determining "what is".

e 'I‘l’n-:-re is a technical benefit of breaking the definition of educational need
into ocmponent parts,; too data collection is siiiiplified in many cases because

ST
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quest:tons can be asked more spe01f1callv. As w111 be o'l.aborated belod7 a
typlcal means of collectmg data Eor a needs assessment is t~ survey potentlal
learners to determine which of a number of tasks or sk111s they must vse in

the1r job roi:es and to what extent they must use them, how well they perform

those tasks/sk111s, and whether or not they are destrous of receiving add1t1on—
al educat1on or traming in them. It may even be desirable (for 1onger term

p];annmg) to ask whether the tasks/sk1lls will form part of 3obs that emp1’<537eis

asplre to in the near future (see stanchuk & 5c1ssons, Note 6) , Relatwely
slmple questlons can be framed to tap each area, maklng 1t easy for respondents

to answer. €ollect1ng as many as three responses for each task/ sk111 s1’mp11-

f1es the data—co];lectton, but comphcates scmewhat the data analysis, a problem
which is addressed elsewhere Misanchuk, Note 7).

Accommodation of Different Degrees o o _an
r.gencnes cater1ng to "free learners must be concerned thh attracti;ng and

. ho:'l;dxng what are usually fee-payng learners, typ1ca11y w1thout regard for

thelr competenoe Therefore, i;n generai:, an R—D model of iieed — one that

mcltides relevance and des1re, but does not 1nc1ude ccmpetence -— is approp—
riate for ‘such agenmes. On the other hand, agenc1es dealmg w1th very

"capttve" potentiai 1earners can arford to adopt an R~C model of need other
kinds of sanctmns may be ava11ab1e to compensate for *he desire dmensmn,
];eavmg the agency free to concentrate only on relevance and competenoe.

The use cf the needs canponents conceptuah;ation of needs assessment
permits R indeed, encourages - the apphcation of d1fferent defxnitions of
the terni "educattona]; need", accordmg to the ~ontext surrounding the agency

for which the assessment is being done.
a

elartftﬁatton oF 'n;rm1m'|cg .

As already pointed out; there is scme mformal evuience that different

parts of the real world already use these d1fferent deftntttons of educatxonal

need; usuai:ly w:t:hout articulatmg same Forcmg educational agenc1es to
specify their definittons of need seems in itself a worth—while exercise: at
the oonclusion of - the semnar to dtssantnate needs assessment firﬂmgs,
described earlier, several people volunteered to the seminar leaders that théii

then had a.much clearer 1dea than they did before of what they (as representa-

12
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tives oE the organizations) meant when they referred to educatimal needs.r 'fhe

very process of discussin-, the concept - especially wher two representatives

. from the same educational agemy disagreed 1n1t1ally on the definition of need

— was, in their opinions; very worth doing: 1In a sense, converging ona

defmition of educatiomul need 1s akin to converging on an edﬂcationa]: objec—

tive — a process with which most 1nstructiona1 developers are familiar.

Forcmg the definition of need is also very valuable to an msr:ru{*tronal

developer when meeting 1nitially with a new c1ient.7 Increasingly, enpioyers

are expecting instructional developers not only to develop mstructional

materials and evaluate their effectiveness, but to also take the more pr]:mary

step of determining what the instructional goals should be.r This is clearly a
case of determming educatxonal needs. If the 1nstruct1mai developer and the

these differences are nct articulated, problems could arise.

Whether a given educational agency or 1nstitution adopts a particular

ccmbination of need components as its accepted defmition of need is an inter-

nal matter for the organiration. The necessity of ccnscmusly adopting a
definition, however, 1s obvious- "rieed may nct be defined in the same way fur
all organizations Lack of articulation of the definition creates the poten-

tial for serious communication f problems,

Eossibiliquoﬁpost Hoc Ana1y51s 777777

different definitions of need is that while the data
pass, it can be re-configured to match any selected

prcvided all components are addressed in the first data collection. ﬁenee; a

survey can ocllect information about all three of the cnupcnents of relevance,

canpeteme, and desire - and could also tap future rei;evance, if necessary -

all with one instrmnent administration (see Operatia\alizing Need e’am**”**"
below) Data frcm the survey can be abstracted later to provide meaningful

needs assessment intormation to educationa.’r agencies despite their having
diff ferent definitions of educational need (Misanchuk & Scissons, Note 6).
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chiiii, Note 8 Misanchuk & Scissons, Note 6 Scissons é Misanchuk, Note 9) have

shown t-he conceptﬁable, althpugh mf all elements of the process are yet

developed to the point wh&e they are entirely satisfactory.;

The basrc strategy empl operd is to collect empirical data about Wnat people

do and what they value doing as Gagné (Note 4) suggests, through using what

amounts to partner groups made maximally representative through survey tech-

niques. - It focusses on utility of knowledge rather!than on preferences.

'I'ne prwess begins with what can be described as a vague task analy515 -
a tasE analysis which is more general in language than the on%quth which
mstructional developers typrcaﬂy work. Because the roles of the "fuzzy

target group menbers may be qu1te varied, non-specific 1anguage must be used to

aocomnodate the heterogeneity. Hence, tasks or skills5 of qu1te a general

nature are listed on a questionnaire, and each menber of the target group 1s
expected to respcnd to each task/skill as many t:unes as necessary to provide

data for each need component used in the ooncv-'-ptualization. Figure 3 ﬂ:lust—

rates the level of generality of language used 1n reference to the role of a

first-line supervisor or more senior enp]:oyee in business or 1ndustry. In the

study frcm which Figure 3 was abstracted (SCissons & Misanchuk, Note 9),; each

e . _ -

member of the survey sample was asked to respafd to each task/skill three times
- once 1n terms of the relevance of the task/skill to the res;nnd-*nt's partic- |
ular job, once in terms of the respondent s oanpetenoe at the task/skill, and

once in terms of the respondent s desire to undertake further traming or

educatim in the task/skill 6 'r!o prevent the instrument from bemg overwhelm—

ing, only the first two responses were called for at one time; later in the

questionnan’e, the task/skill list was regﬁated, along vuth a question stem

mtended to tap the respondent s desire to undertake further training or
education (see Figure 3j.
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Capturing information on the relevance of given task/skiiis to a oontempla—
ted future 'job-roie, suggested as a possibility earlier, would of course neces-
sitate asking for a fourth respunse.

pooled, using a technique devised by Misanchuk (Note 7) to yield a single sScwore
representing each task/skil];.r The socores can then be ranked to represent the
descer‘ding priorities for training and educational activities. C’olloquially;
these scores can be interpreted as indexes of need.

Effects of “Fuzziness® and “Closedness® cn Operationalizing Nesd Camponents

"Closed” groups typically could be expected to yield very specific task
analyses, ’*f]’;” "fuzzy groups are less likely to do so. The task analysis
associated i the operators of Wang word processing equipnent in the head
office of Féderal Trust can be very specific in its terminology; the task
analvsis asscciated with management—level business people in Saskatchewan must
necessarily be more vaqueiy worded. Specific terminology for the latter would
make for task/skill 1i8ts that are too long to be practical; due to the variety

in job roles being tapped. \,\f\,_\

'Ib the extent that "education" is a broader and more inclusive concept than
is "training , the "fuzziness" in a target group makes it more practical to
focus on education r rather than training; omsequently the more vague task
analysis is appropriate.

Generating the vague task analysis that defines the task/skill list is a
critical part of the prooess of operationaiizing the needs oomponents approach
to needs assesmﬁnt which would benefit fram the development oF same heuristics
(Scissons & Misanchuk; Note 10). Experience indicates that it is a bit of an
art to determine the ievei of generality of language that will provide maximal

-
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o

ktthough the technoloqy of needs assessment has made progress in recent
years; there is stiﬂ: much less known about how to detem‘ne nwhat shoul;d be"
than there is about how to determine "what is" 0f the technology available,
most is more suitei to application with learner groups thzit are "closed" and
captive" than to 1earner groups that are "f'uzzy and "free : More work needs
to be done on developing a technology of determinirrg "what people do" and "what

they value doing" (Gagné, Note &), especially among the ”fuzzy and "free".

'me oonoeptualizatiori of need as oonsisting of three o.‘\npments - the
oiemnoe or ability of an individual to pert’orni a task or skill; the rele-
- vance of the task or skill for the individual' particular job role; and the
individual's dﬁire to undertalie trai:ni;ng or educaticm *n the task or 8kill —
proved useful in several oontexts, including a business training needs asgess-
ment ;. and can prooably be applied to other oontexts. It appears not only
possible but also reasonable tﬁet, using this conceptualizat:ion of needs,

different orga.nintions miqht legitimately subscribe to different: definitions
canponents is in being able to determine eupiricall? what activities people do

and how they value those activities, with greater oonvenienoe and with less
neqative influence fram the characteristics of the target group.

16
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1. E. H. Scissons contributed substantially to the conceptualization of need
camponents described in this paper, and R.. A: Schwier made critical comments
on earlier drafts. Their assistance is gratefully acknowledged.

2. In this paper, the concepts of "fuzzy" and "closed" target groups are -

applied to needs assessment; the same concepts could be usefully applied to

evaluation. See, for example, Context #6 in Figure 1. )

’7

3. The last component has now been broadened by Scissons (in press) to "motiva
tion".

4. Barlier works (Misanchuk & Scissons, Note 6; Scissons & Misanchuk, Note 9;

Scissons, in press) used a naming System for the cambinations of need .
camponents that appears, with hindsight, umnsatisfactory: "relevance weighted

wants" and "caipetence weighted wants" were the names given to the cambina-

tions of desire and relevance, and desire and competence, respectively. The

use of the word "wants" may be viewed as somewhat pejorative (Dearden,
1966) ; and should therefore be eschewed, since there may be contexts in
which those combinations of need components legitimately represent defini-
tions of need. Additionally, the use of the terms "discrepancy need” to
denote the combination of relevance and competence, and "derived need” to
denote the combination of- relevance; competence, and desire probably leads

to more confusion than iIlumination. I therefore suggest that combinations

of need components ‘simply be referred to in terms of the initial letter of

their name (e.g., a_combination of relevance and competence would be called
an R-C-definition of need; competence and desire would form a C-D definition
of need; all three would comprise an R—C-D definition of need) .

5. For_lack of a better term, the terns 'task' and 'skill’ will be used in this

paper -to mean approximately the same thing: a job-related activity that can

in instructional development.

omotor activities. Tasks or

be learned. Obviously, the words are used with considerably -less precision
in meaning than in most. other applications ment
Neither term is intended to imply only psyct Tasks. ¢
skills — as the terms are used here — include everything from specific

psychamotor activities to complex groups of activities ghat may involve.
cognitive and/or psychamotor (and perhaps even affective) components. For
example, while 'typing at 60 wom’ would certainly qualify as a skill under
the definition used here, so would 'preparing an income tax return', or
“couselling employees’. Boually, the terms are meant to apply to such

multi-faceted activities as 'using computers', and 'wage and salary admini-
stration'. , ’

6. The self-repor  : nature of this data~collection procedure is one of the
weakest areas o1 wrationalization to Jate. More attention needs to be
devoted to the ii. - .tion of methods of collecting reliable and valid data,
However, the needs camponents conceptualization can apply even if data
collection procedures are changed.

19
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PIGORRS

Context #1 ("closed®, "captive®):

Your assigrment as an instructional developer with a ];tfe insurance oanpany
is to develop a training program tiat will familiarize all new secretaries in
the canpany with the word-processing system used there. E‘irst existing staEE
will be put through the ptogram, then, as new people a*e hired, thev will

grams;

Context #2 (relatively "closed®, relatively “captive®):

Your inatitution has been awarded a contract by the government to develop a
training program for managers of govermnent-fumied social housing (group homes,
9enior eitizens' residsmes, live-in health care Eax.i];ities, etc.). Simply
put, although a few of the severa:1 hundred managers now in p];ace have MBA's in
adrinistration, ilbst have little or no forma]; training in the area — indeed
many have ‘not even cumleted high sehool 1‘hey are expected to manage Eacili-
ties housing anwhere fzam three to 800 people at varying levels of Eunction—
ality, from ccmpletely self-sufficient to totally bed—ridden. One of the
requirements of the contract is that you conduct a needs analysis to determine
which training needs are most critical, then develop instruction to Eill those
needs, You are told by goverrment representatives that if an educational
prograni does came to fruition, participation wili be "encouraged" by the
deparbnent supervising the disbursement of funds to the social housing agerr-

cies.

(Eigure continfied. . .)
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Context #3 (relatively "fussy”, relatively *fres"):

A professional organization of computer specialists, whose mém'bérsh'i'p’ is
targely fram the retail business, insurance, and banking sectors, but also
j Acludes manufacturing, wholesaling, and edutation, wishes to initiate a
professional developnent education program for a11 computer people tn the
province" but isn't sure where to begin. Each person on the ewecutive
Droduces a different list of topics that warrant proEessionai develognent
education, aooording to his or her personal experiences. 'lhere is a vague

sct'tware that oonstantly takes place in a oomputing environment it is rbt 80
much oomputing that defines the real need as how to ‘manage peopie, how to
administer, and how to deal with peopie. You have an opportunity to moonlight
a iucrative contract with the organization, but first you have to show them
that you are capabie of addressing the most widespread professionai deve.'topment
needs; to do so, of course, you must know what the needs are.

Context #4 ("fuzzy”, *free®):

Acting on behaif of a nunber of educational agencies, you have undertaken
to determine what the training needs are for all first—line supervisors or more
senior people in business and industry in the provinoe of Saskatchewan.

Because you could be representing technical schools, private firms offering
training programs, universities, coileges, and voluntary agencies, your

ce

Any educational programs that result Erom the assessment would be offered on a
faee-for-attendance basis hy whatever agency sponsored the event.

(figure oontinue«i; s 3)
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Ctext 05 ("clossd®, *Eree®)

Ymr Vice-President (Academic) has asked you to organire a workshop on
", . .same tcpics that will both attract Eacutty members and lead to 1mprove—
ment tn their teaching. Your budget 1s sufficientiy small that you cannot
constdér brinqing tn outstde experts, so ?m must limit your range of topics to
those that can be addressed by your mlieagues. Altfbugh the Vice—President
has a vested interest in seeing Eaculty members attend, he wouldn't Aream of
uﬂ’n’g’ the weiqht of his office to force attendant -— 1t would be bad poiitics
-~ and teaching schediles require that you operate your workshop on a Saturday_;

Context #6 (“fuszy”, relatively “captive®)

Considération is betng gtven by the Départmnt of Health to mounting a
provima—wide television oamnercial campatgn that 15 designed to be educa-
tlonai;* ™o poasible target groups have been identtfiea —_ pregnant wmeri w‘

| use tobacco, alcdmoi, and/or other drugs; and people ) don't use-seat belts.

The qroup oE bureaucrats responsibi;e for pl;anntng the campsign 1q split regard-
inq which tarqet group most needs attention. There is only emugh mone? for
one group to be addressed. As an expért in needs assessment and evaluation,
you are asked to consult on the questton. Early discussion indicates that yt)u
will probably be asked to evaluate the campaign, as well.

quuié 1: Same typical neads asseasment envirmiiﬂéﬁté that differ in the degree
to which they are "fuzzy" and "free".

u
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InSt’rdcti _ . Lo @, ;;77::7 ,,,,.,,,t,i&l é;f- Hig-h ﬁééd

#1 (industrial training) h1gh relevance + low campetence

#2 (university extension) high relevance + low campetence + high
desire 7

#3 (secretarial school) high relevance + high desire

Pigure 2: BExamples of different legitimate definitions of need as a function

of ocontext,
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To what extént is it necessary for the How competent are you in each of the
person who performs your present jOb following areas? '

areas? S
1. essential 1. no skill -
2. important but not essentlal 2. little skill . - _-
3. moderately important 3. moderate skill -
4. could get along without it 4. cogs)gpgghle}klll
5. not required 6. a great deal of =kill
introduction to marketing principles _ (45] _ (56)
conducting marketing research _— (46] _ (57)
developing a market for a product [ [47) - [58]
understandmg the conSumer - [48] - [59]
developing advertising and promotion - (49] _ (60]
role of marketmg in the manufacturmg- o
wholesale-retail chain —_ (50) - (61)
Understandmgtheﬁgr}gqug@gnt in : o
~ which business operates R [511 S [62]
introduction to business principles - [52) _ (63
international business - [531 . (64]
startlng and m’ahéginé a new business S [54] _ (65]
— [55] _ [66]

how to emand your busuness

Figurté 3: Typical task/skill list and questions tapping relevancesand cam-
petence; ’
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,\‘

To answer tha questnon "lf a course in nch of tho followmg areas were offered ina Iocatlon or method

accessible to you, to what extent would you be likely to take it?*’, use the following numbers:

1. Certain to take it

2. Probably take it

3. May take it -

4. Unlikely to take it

5. Certain not to take it
introduction to marketing principles - [38)
conducting marketing research _— [39)

* developing a market for a product _ [40]
understandmg the consumer , - [41)
*developing advertising and promotion — [42]
role of marketing in the manufacturing- -wholesale- retavl cham — [43]
ﬁﬁ&éiéiéﬁ&iﬁﬁ the environment in which business Bbéiéiéé S  [44)

" introduction to business principles _ [4§] !
international busmess _ (48]
starting and managing a new business _ - 147)
how to expand your Lusiness e — [48]

Figure 4: Question tapping desire to take further training or education.
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